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Introduction

This research contributes to the discipline by
developing and testing a model that explains individual
motivation to engage in IT infusion-producing behaviors
at an individual level of analysis. The model is carefully
synthesized through the integration of an extensive body
of existing empirical research with the model
relationships to be tested using structural equation
modeling techniques. In addition, the nature of WPR is
clarified and its relationship to IT infusion at the
individual level of analysis is established.

A recent stream of literature examining information
technology (IT) usage has focused upon the extent and
nature of that usage. The fundamental premise of this
research stream is that there are distinct levels of IT usage
and that higher levels of usage result in improved levels
of performance (Hall & Loucks, 1977; Cooper and Zmud,
1990). Only at the highest level of usage, termed
infusion, is an organization able to fully leverage its IT
investment (Saga & Zmud, 1998).

WPR And IT Infusion

IT infusion is a complex phenomenon and our
understanding of the actual dynamics involved in the
infusion of an IT is at an early stage of development
(Saga & Zmud, 1997). The results obtained by Saga &
Zmud (1997) suggest that two constructs bear further
investigation. The first is the multi-dimensional nature of
IT infusion incorporating the dimensions of extended use,
integrative use and emergent use. The second is the
intervening effect of task redesign upon IT infusion. For
the purposes of this dissertation, task redesign is referred
to as work process reconceptualization (WPR) and is
defined as the restructuring of core work processes to
fully utilize increased IT capabilities.

Infusion occurs as IT applications become more
deeply imbedded with the organization’s work processes
and results when the IT application is used within the
organization to its fullest potential. IT infusion is defined
as the process of embedding an IT application deeply and
comprehensively within an individual’s or organization’s
work systems (Cooper and Zmud, 1990; Kwon, 1987;
Sullivan, 1985). This definition, while useful, is seen as
somewhat vague for guiding IS research (Saga and Zmud,
1997) and researchers are only beginning to explore the
actual dynamics that lead to IT infusion. Past research
has implicitly assumed that WPR is an antecedent to IT
infusion. As a result, the focus of past studies has been on
defining and measuring various levels of IT infusion,
rather than on understanding WPR and its effect upon IT
infusion. WPR is seen as having three dimensions that
interplay tasks, outcomes, and processes. The objective
or end result of a work domain is an outcome. This
outcome is achieved through the completion of tasks,
which can be seen as interim outcomes. In other words,
various inputs are processed to effect their respective
tasks. These tasks then serve as inputs that are processed
to achieve the outcome.

Prior research has focused scant attention on IT
infusion at the individual level of analysis and even less
on individual motivation to engage in infusion producing
behaviors.
This dissertation posits that individual
motivation plays a significant role in determining IT
usage and level of usage. This research has two primary
purposes. Firstly, it builds upon existing research
regarding infusion and seeks to explore the nature and
impact of individual motivation on IT infusion. Secondly,
it seeks to expand our understanding of the nature of
WPR and its resulting effect on IT infusion. This
dissertation posits that, like IT infusion, WPR is multidimensional in nature and that it is a necessary condition
to achieving infusion. Examination of the impact of
individual motivation to engage in those behaviors that
result in WPR, along with an examination of the
dimensions of WPR, will enrich our understanding of the
dynamics involved in the infusion of an IT and, it is
hoped, spur further research with the ultimate goal of
providing prescriptive measures for organizations to
utilize to achieve sought after productivity gains.

In
the
first
WPR
dimension,
process
reconceptualization, the outcome and tasks remain largely
the same, but the processes for accomplishing them
change to more fully utilize the capabilities of an IT. In
the second WPR dimension, task reconceptualization, the
outcome is the same, but the underlying tasks are
reconceptualized and their underlying processes change to
reflect the newly incorporated capabilities of IT. In the
third instance, outcome reconceptualization, the outcome
is redefined necessitating that tasks and outcome
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processes must be developed to accomplish the newly
redefined outcome.

given type (process modification, task/process
enhancement, or outcome reconceptualization). The
WPR opportunity is seen as leading to certain
consequences, the valuation of which is internally
determined by the individual. The perception of these
valued consequences leads the individual to evaluate his
personal, environmental, and consequency expectancies
regarding the potential for achieving these valued
consequences given a successful WPR enactment. The
interaction of the consequency valuation and consequency
expectation, moderated by the personal and
environmental expectancies, produce a motivational state,
described below, within the individual. Motivational state
is seen as a predictor of intention to undertake WPR
producing behaviors. The more positive the motivational
state, the stronger will be the intention to engage in WPR
producing behaviors.

IT infusion is, by definition, a change based outcome
and it is achieved only when a WPR is enacted by the
individual. Hence, to overcome the resistance to change
inherent in IT infusion-producing behaviors, the
individual must be motivated to enact change-producing
behaviors. To be so motivated, the individual must
perceive that there is a sufficiently valued consequence to
be gained from engaging in and enacting WPR.
Individual perceptions about the nature of the
reconceptualization required, along with perceptions
about the IT and perceptions about the job/environment
are seen as determining an individual’s consequency
valuation and expectancy estimations.

Motivation And WPR
Motivational state is seen as a continuum ranging
from congruence (sufficient valued consequences exist
and all expectancies are considered favorable) to
resistance (consequences are seen as being unfavorable
for the individual). Dissonance exists when one or more
of the expectancies is unfavorable. In such a case, the
individual sufficiently values the consequences seen as
resulting from WPR, but believes that they will not be
obtained because WPR will not be achieved due to
personal or environmental constraints or an insufficiently
strong linkage between WPR and the consequence.
Apathy exists when the consequences of WPR are not
sufficiently valued by the individual, regardless of
perceived expectancies.

Motivation theory seeks to explain the psychological
processes and conditions that influence the initiation,
direction, persistence, and magnitude of behaviors (Steers
and Porter, 1974). Three streams of research have
examined the issue from differing, yet related,
perspectives – work motivation theory, social cognition
theory, and attitude/behavioral intention theory. This
dissertation closely examines these three theoretical
perspectives and develops an integrated model of
motivation utilizing personal, environmental, and
consequency expectancies.
Expectancy is defined as the probability estimate that
a behavior (or set of behaviors) will lead to some
consequence. Personal expectancy (Cady, Perrewe &
Gist, 1997) is an individual’s assessment of his
capabilities to exhibit the necessary behaviors to produce
a type of performance outcome, holding the environment
constant. It is distinct from self-efficacy in that the latter
includes both personal as well as environmental
expectancies (Gist & Mitchell, 1992). Environmental
expectancy is an individual's estimate of the probability
that environmental contingencies are conducive to the
accomplishment
of
a
performance
outcome.
Consequency expectancy is the individual's assessment of
the probability that a consequence, positive or negative,
will result from the quality/quantity of a particular
performance outcome. It is concerned with the degree to
which the reinforcements are linked to the quality and
quantity of performance and does not include the value
placed thereon.

Research Methodology
A field study will be conducted using questionnaires
and interviews to collect data. The data will be analyzed
using Structural Equation Modeling to test the research
model. Partial Least Squares (PLS) will most likely be
chosen since PLS uses a component basis approach to
estimation and consequently it places minimal demands
on sampling size and residual distributions.

A conceptual model of the impact of individual
motivation upon the intention to engage in WPR
producing behaviors is depicted in Figure 1. Within a
given organizational context, an individual possesses
sufficient absorptive capacity (knowledge of the inherent
tasks, processes and outcome, as well as his knowledge of
the IT) such that he perceives a WPR opportunity of a
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